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Abstract
A number of potentially facilitating sources of influence on BPR initiatives were examined both in the U.S.
and Taiwan. The results showed remarkable consistency and the differences may be interpreted by cultural
differences.. In both countries, it was found that while factors related to IT competence may facilitate the
decision to reengineer, they are not critical to project success. On the other hand, factors having significant
relationships beyond the initial decision include variables pertaining to innovative capacity of the
organization and Strategy-IS interface.

Introduction and Research Model
Introduced in the early 1990’s, the concept of business process reengineering (BPR) has rapidly spread to all industrialized
countries. In this study, we seek to better understand the organizational context of BPR in two different cultures: U.S. and
Taiwan, and attempt to examine three sources of influence on BPR initiatives: 1) the innovative capacity of the organization,
2) IS maturity and influence and 3) strategy-IS interface. We will study how these factors are related to: 1) the decision to
reengineer and 2) perceived success of BPR projects.
As shown in Table 1, three variables are included to gauge the innovative capacity of the firm. In contrast to mechanistic
organizations, organic organizations have higher level of interdepartmental integration and decision decentralization, and can
be expected to foster a higher level of innovative behaviors. As BPR often require collaboration between different departments,
interdepartmental integration may provide a more receptive environment for BPR. However, the very success of BPR may
require more decentralized structure as reengineering typically calls for the empowering of on-site personnel in the field. To
compensate for the possible loss of innovative capacity in mechanistic organizations, a structural "organic overlay", which
typically take the form of a "venture group" dedicated to searching and introducing innovative ideas (Zmud, 1982), may be
superimposed on top of these organizations (Pierce and Deldecq, 1977. With IT being an important enabler of BPR, three
variables of IS maturity and influence are included. While experience with mainframe may be indicative of technical competence
accumulated, C/S would facilitate the emerging management and organizational forms based on empowering on-site personnel
and lateral collaborations, which are consistent with BPR principles. Based on research on the power and influence of the IS
function (Lucas, 1984; Saunders and Scamell, 1986), we attempt to explore how the influence of IS in the selection of IS projects
may be related to reengineering project initiatives. Prior to launching BPR, one must realize that this is a strategic endeavor,
and the processes selected for reengineering should be strategically critical. Thus, the variable representing strategy-IS interface
is IS-business planning integration which refers to the extent to which IS planning activities are aligned with and influence
overall strategic planning of the business (Premkumar and King, 1992).

Research Methods and Results
A survey instrument was developed and sent to a sample of 900 U.S. IS executives in firms having revenue greater than $50
million. With 45 returned as undeliverable, a total of 313 completed responses were received yielding an effective response of
36.6%. The instrument was then translated into Chinese and sent to chief IS executives in the 900 largest firms in Taiwan.
Eventually 319 questionnaires were received, resulting in a response rate of 35.4%. As expected, the percentage of responding
firms having BPR experience in Taiwan (52.6%) is lower than that for the U.S. sample (70%).
Information on the BPR decision was obtained with the question: have you attempted business process redesign in your
organization? Perceived BPR success was measured by one 7-point scaled question (1: unsuccessful, 7: successful). The measure
for interdepartmental integration was adopted from Grover (1993), and the centralization of decision was assessed via a measure
developed and validated by Ramamurthy (1990). Measurement of the existence of organic structural overlay and all variables
for IS maturity and influence iare objectively accessed. The scale for IS-business planning integration was based on the work
of Premkumar and King (1992).
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Table 1. Study Results
Mean
Mean
Mean
T-Test
(Overall)
(BPR) (Non-BPR) for BPR
(N=313) (U) (N=219) (U) (N=94) (U) Decisions
(N=319) (T) (N=168) (T) (N=151)(T)

Independent Variables
Innovative Capacity of the Organization
1) Interdepartmental integration

Correlation
with BPR
Success

4.94 (U)
5.22 (T)
5.07 (U)
5.28 (T)
64.3% (U)
55.6% (T)

5.11 (U)
4.55 (U)
5.36 (T)
5.06 (T)
4.95 (U)
5.34 (U)
5.16 (T)
5.44 (T)
68.3% (U) 54.2% (U)
65.5% (T) 44.0% (T)

*** (U)
* (T)
** (U)
** (T)
*** (U)
*** (T)

.2400 *** (U)
.2132 *** (T)
.0252
(U)
.1689 * (T)
n.s.
(U)
* (T)

21.47 (U)
12.02 (T)
3.16 (U)
3.00 (U)
3.89 (U)
5.70 (T)

22.72 (U)
12.23 (T)
3.43 (U)
3.44 (T)
3.73 (U)
5.72 (T)

** (U)
n.s (T)
*** (U)
* (T)
** (U)
n.s. (T)

.0918
(U)
.1049
(T)
.0547
(U)
- .0620
(T)
- .1598 * (U)
- .0166
(T)

5.12 (U)
5.32 (U)
4.67 (U) *** (U)
5.10 (T)
5.25 (T)
4.93 (T)
* (T)
+Maximum sample size (N) are indicated in the table. Actual N for the various cells vary slightly.
*p < .05
** p < .01
*** p < .001
(U): Unit ed States
(T): Taiwan

.2203 *** (U)
.2695 *** (T)

2) Centralization of decisions
3) Existence of organic structural overlay
(analyzed by Chi-square test)
IS Maturity and Influence
4) Experience in mainframe computing (years)
5)

Experience in client/server computing
(years)
6) IS influence in IS project selection
Strategy-IS Interface
7) IS-Business Planning Integration

18.20 (U)
11.88 (T)
2.16 (U)
2.10 (T)
4.27 (U)
5.67 (T)

The first 3 relationships, as shown in Table 1, indicate that for U.S. as well as Taiwan firms, interdepartmental integration,
decentralized decision making and the imposition of organic overlay structure contribute to an innovative environment that is
conducive to the launching of BPR projects. While all 3 variables are related to sucess in Taiwan, only interdepartmental
integration is related to sucess for U.S. firms. Interestingly, in Taiwan decision centralization is positively related to
reengineering success, a result opposite to the anticipated direction. However, the result is consistent with previous innovation
research which shows that centralization, while potentially inhibiting innovation adoption, may actually facilitate its
implementation (Rogers, 1983). Another possibility is cultural differences -- employees in Asian companies may be more
responsive to authorities, and higher centralization may thus be more facilitative in project implementation than in U.S.
companies.
For IS maturity and influence, very interesting patterns of results emerge. Instead of mainframe, firms in newly industrialized
countries like Taiwan can “leap frog” old technology and adopt leading-edge IT such as client/server systems. While
reengineering firms in the U.S. have an average of over 21 years of mainframe experience, their Taiwan counterparts have only
12 years. In contrast to the potential importance of mainframe experience in the U.S. (t-test significant), this experience bears
no relationship to BPR initiatives in Taiwan. The data shows that average experience in C/S technology is about the same in
Taiwan and U.S. firms (about 3 years), and this experience was potentially important in the decision to reengineer in both cases.
In both countries, Relationships 4 and 5 are not significant for perceived BPR success. Cultural factors and stage of evolution
may also be responsible for results related to Relationship 6. In Taiwan, IS departments are in firm control and users are very
“timid” and reluctant to exert influence on IS project selection (mean = 5.70 on a 7-point scale). In contrast, the U.S. average
is 3.89 indicating a much more assertive role for users. In fact, the extent of IS influence in project selection is higher among
non-BPR firms than BPR firms in the U.S. Further, this user influence is also significantly associated with perceived success.
Relationship 7 is significant in both countries, but stronger in Taiwan For smaller companies in Taiwan, it is often possible
for a manager to routinely communicate face-to-face with every other executive, and the coordination between IS and top
management may become easier. In this environment, the potential effects of IS-business planning integration can be expected
to extend beyond the decision to reengineer, and facilitate project implementation.

Discussion of Findings
While cultural factors may be used to interprete patterms of results for Relationships 2, 3 and 6, in both countries we can
see that, while factors related to IT competence may facilitate the decision to reengineer, they are not critical to the eventual
success (Relationship 4 and 5). On the other hand, factors having significant relationships beyond the initial decision include
variables pertaining to innovative capacity of the organization and Strategy-IS interface (Relationship 1 and 7). The patterns of
results indicate that the contextual factors which may facilitate the decision to reengineer and subsequent project implementation
are very similar in the two countries. Some differences were found and they may be interpreted by cultural factors, firm size
and different stages of IS evolution in the two countries. Thus, to the extent that both samples were drawn from developed
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economies with similar internal and environmental forces shaping crucial strategic initiatives such as BPR, the successful
replication of the study in Taiwan significantly reinforced our confidence in the reliability and validity of the main U.S. study
findings. Furthermore, the cross-cultural comparison is interesting by itself. The possibility to gather empirical data from an
IS community that is rapidly catching up with us provides insights into our own strengths and weaknesses.
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